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PART II -- MAIN EDITION =-- 25 FEBRUARY 1985
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BALTIMORE . SUN 24 February 1985 Pg. 3F (25)
A sense of ownership: Air Force general shows its value

When the issue is productivity,
commitment and ownership are the
two most important words in the En-
glish language. Yes, ownership. In
the sense of share ownership, a piece
of the rock, but much more — real
*“‘ownership” of an outcome.

..Ownership of this sort is the key

to the most significant big organiza-
tional turnaround. I have ever wit-
pessed. It occurred in an unlikely

setting — the United States. Air— -

Force. -

Under the leadership of Gen. Bill
Creech, the 111,000-person Tactical
Air Command has done an about
face in the past five years. '

There's a peacetime “bottom
line” in General Creech’s business:
the rate of “sorties” — flights flown
under simulated combat conditions
with maintenance and - support
teams. When General Creech ar-
rived in 1978, the sortie rate had
been dropping at a compound annual
rate of 9 percent for 10 years. -

During the next five years, that
vital indicator increased at 11 per-

..cent a year. The time required to

come up with a part necessary to
make a plane operational fell from
. more than four  hours to under 10
minutes. _

General Creech says the military,
like the private sector, has been vic-
timized by what he calls the “cen-
tralization and consolidation dis-

The general’s ability to stem a
huge tide in 'a vast organization
came from selling a new organiza-
tional philosophy — decentraliza-
tion, with job ownership delegated to
lower level units. Moreover, and per-

haps most important, the general .

made the unsung maintenance and
supply people heroes, along with the

- already motivated pilots.

The Air Force has always flown
in combat by squadron, but as a re-
sult of the dogma of centralization
during the days of former Secretary
of Defense Robert McNamara,
peacetime squadrons were eliminat-
ed entirely and the giant, centralized
wing organization became the oper-
ative unit. . .

. - Although temporary deployments
were still made in contrived-at-the-
moment squadrons, management
Bid' eliminated  the. traditional

squadron trappings. For instance, -

the fabled 94th, the Eddie- Ricken-
" backer squadron, officially disap-

- peared — scarves, tail markings and

all. The McNamara logic said such
things weren't important.

General Creech disagreed strong-
ly and restored the traditional
squadrons. He disbanded mich of the
over-centralized logistics operation
and put the parts next to the planes
on the flight lines, where they were
before centralization. -

Specialist non-commissioned offi-
cers had been evaluating their own

* 77 performance, says-General Creech, -

on the thickness of their carpets. -
General Creech sent them back
down to the planes. Instead of hav-
ing responsibility for the right side
landing gear on: 300 planes, the offi-
B D
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cers were charged wit!; 'making two- .

planes fly — today.

The general also initiated compe-
titions between squadrons. Flags and
banners were returned. Peraaps the
most significant change, however,
was the honoring of airmen and non-
commissioned officers in supply and
maintenance. Squadton-level main-
tenance units were created — a
first. They were given arm patches
and improved facilities. '

" Today, the first thing supply and
maintenance people see upon enter-
ing the new facilities is a big board
displaying - pictures of. “dedicated
crew chiefs” (a new title). Next, they
see squad boards posting daily and
annual! progress on key measures.
The maintenance facilities are ex-

pected to be kept as immaculate as -

the airplanes. .
The general even instituted a

quarterly “roll-by” for the %lglm:l

- pance crew. The more traditiona

“fly-by” focuses on demonstration of
pla’:m. The general’s roll-by focused

.. on the supporting panel‘trucks, jeeps

" and trailers — that is; the vehicles

yles that is taken very seriously by
senior commanders.

- Competition among maintenance
‘units was set up. Each wing head-
quarters now has a sizable trophy

- room. Several of the trophies are of
' a quality equal to the Lombardi Cup

ner. ;

" given to the NFL Super Bowl win-

o ,’i'he awards a;e no.t for pilo&; th;

room is dedicated to competitions

~ .won by supply, maintenance and oth-
. er support people. .

As often is the case, in both pri-
vate and public sector, the “job own-
ership” that the trophies recognize is
perhaps best remembered and treas-

*." ured by an employee, not a boss.
. .- Genezal Creech was on an inspec-

on tour when he asked an NCO:

“Sergeant, tell me why this is work-
;- ing so well. A while back you were a
© - specialist, practicing  your well-

honed skill. Now I've sent you back
down to the flight line, made you
wholly responsible for a couple of
planes. And a turnaround has taken

‘- place. e

FRE ) TR TSP

Why? The sergeant replied with
the wisdom of the 255: “ ral,
sir, bave you ever wasned your rent-
al car before you turned it in?"

Exactly! If we don’t “own"” it, if
we’re not responsible for it, we don't

- wash it or pay much attention to it.

The pilot has always been moti-
vated. His planes are exciting to fly,
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.. But now the other people who really :

count, who make it happen, are full-

scale, proud members of the team as |

weu. ,.',’,_,:..» .- 4 :
The story is applicable to nearly:

~ all organizations. Generally, most of
... our institutions: — schools, hospitals,
-+, big and small businesses — have

e .

been pursuing the nominal benefits

:. of consolidation.. They. can learn a

good deal from turning support peo-
ple into herves. ..

After all, a bank's reputation is
only as good, in the end, as the dedi-
cation of the check processors and
coupon clippers. A car or truck deal-
ership flourishes or stagnates be-

. cause.of the vitality — or lack of

T A':. -

- ¥+, da for the top
. partment?
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vitality — of its parts and service
teams. : - o
Lending officers and sales people
are in the spotlight almost automati-
cally. Their celebrated, feats are of-

- - ten legendary. But. have you ever

heard of a three-day. bash in Bermu-
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